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17 Zeptember 1950
Acting Executlve
SUBJECT: Nenssement Siudy of Reglonal Divisions of (BF -

Corment on

(=) Mensgement Memorendun to Aﬂjm, dated
I Jaly 1950

{b) COAPS Memorandum to Hanagement, dated
T Jfaly 1750

{c} COAPS Hemorandwny to Mansgessnt, dated
19 July 1950

{4} Mensgement Memorendmm to CCAP3, dated
28 Angust 1950

I« In the suondasion of this comment upon HMansgement's repcrl
of 2 Survey of OBE reglonal aivisions, the outline defined by the
Bma\or paresreph headlnygs of reference (3}, hes been followed. In
instences viere COAPS hag alresdy formmlly commented upon certain
sections of the comblned repari; vhlch were provulssted by Hansgonmont
individunlly in sdvance of completicn of the Survey as & whole, such
replics have been locorporatsd hereln, by reference only.

eral, CCAPE econcurs in Manugewent's recormendations
o mawmm, The oplanions, cueries fnd contentions of ORE perecm-
nel who were interviewed in coonection with this Survey; relate
almost exclusively to GBE internsl sduministration; and sccordingly
were referred to the AD/CRE for his considerstion, and for swclh
petion s he wight deom approprilate.

This report should ve of considerable value to the AD/URE
28 a bvasis for sscertaining the deslrability of adlustment of
argenisation and procedures, in the Interest of lmproveme
internnl working relationshlps.

It $5 belleved 1wt many of the uncertainties, under which
intervieved personnel were laboring, might heve Leen relieved, had
they been referred upwerd to the appropriale level is GBE, This
pelief, therefore, suggesis the desirability of close-coupliag, by
firs supervisory releationships, a large orgaaization such as OBE,
which mey be inclined to spravl and to become compartmentalized,
In ameliorstion of thiz tendency, 1t 1s sugsested that, In general,
all effort expended should Le regponsive to Jdirectives jenerated
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in the office of the AD/CBE, The impression siven, correct or
immct, is %o the effect that cach Division 1s larzely oo

its own,” andé comseguently esch wmust determine independently,

in what manner 1ts time and efforts shall be spent. Also,
affective as a unifying medium, is ihe establishment of a body

of ORE doctrine - (what to do; when to do it; and how to do it as
the AD/OBE wmnis 1%) - in order that an ‘output’ wileh hus been
subjected to unifors menner of trestment, evolves from sech of

the several offices of origlnal effort and trerewmpon underjoes
unifors proceseing. 4nd lastly, & prograsa of training should be
instituted in crder that there may be & conmon mﬁ&mﬁmm of
instructions mud doctrine enunciated by the AD/ORE, =ni also %o

bridge the several independent Divisions and ¢o bridge the echelons
of reviev and correlation, in order to effect the best possible co-
operative effort. This training program should provide for perscusl
contect among zenbers of the normal adminietrative organization, and
should not involve the introduction of full-time employees as
"ingtroctors.”

{b) The establisiment and maintenance of So0d inter-office
relations at the working level is encouraged In the interest of
an "over-all' saving in time, and alsc an individusl saving in
time of intormediaries not essentisl to the transscidon. Juch
8 relationahiip must necessarily be controlled, however, In opler
to provide for proper record-keeping and to ensure that responsible M
officisle are not by-passed ia matters comcernilug which they iemyww
enunciated no controlling policy. In the case of inter-cifice dis-
sgeesments, the Azency Organization sdeguately provides for arbl-
traticn et the AD level. If unsuccessful, the subject matler of
the dissgreement should be reduced to writing by each proponent,
and forwsrded to the Exescutive via COAPS.

{c) The cetablistment and meintenance of informsl inter-agcancy
lisison on a Desk-to-Desk - (Division Chief lewvel) - Leusis is
approved, provided thet such lislson arrangements ere established
by or with the spproval of the AD/LCD. Officisl inter-agency
relstions, however, are zoverned by intevr-agency sgreements, In
the sbaence of a governing agreement, satisfoctiom of CIa rejuests,
12 realized, procedes from o willing and cooperative spirit, only.
% fallure of an cutside ageocy to perform under an extsting
oreesent; however, should be reduced to writing and forwardel
tn the Director via COAPS,

{3} The decision as to vhether CRE Divisions do or do not
produce "Working Pupers” should be left to the AD/GRE. However,
this determingiion should be baged exclusively won (he (RE seed
for this type of publicalion, and in no case Bmmlﬁ distribution
cuteide of CIA be mode.
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i« DBugic Research

S0 lonz es CIA lzbors under FSCIDs which vest no power (o
direct the IAC agencles to accept projecis and to establis: priority
of accomplismment, CRE csanct svold the prosecution of basie ressarch
regulred to support ihe production of Haticmal Invelligence, and o
support Special Operations in which CIA engages. The effort spent on
bagic research will sot be uniform anmcog the seversl Divislosms, but
will vary sceordiug Lo gaps created by the unavellability of timely
{information. For exsmple, it appears that D/FE is vhelly justified in
engeging in full-scale basic resserch, with the requirement, however,
that D/EB, Beonomics and Transporistion, do not duplicate the «ffort
of ono ancilwr.

Admittodly, the EI5 volumes when oomplete, will not cbviate
the necessity for continusd basic resesrch by the Ares Deszs, since
they are specificslly designed Yor uge by ibe strategic and tacticel
zmilitary plammers, snd not for the intelligence analyst. But, while
the HIS compendium of basle information msy not fulfill tre seeds of
the enalyst by reason of iis lemgth, hreadth an: depree of detaidl,
it is spemelous to contend that basic Facts recorded by the NIS group
shonld differ fros vasic facts gathered by (HE analysts. The lssue
then becomes one o sscertain which reporter hes correctly steted the
facts, if there has been a dissgreemsnt. But if ihe developwent of
the IS work is to become cmbroilad in extended Inquiry, the Job will
never ve dose. The only practlcable working procedure must provide
for the resciution of all disagreements by the HIS Coordimator, ir-
respoctive of whether or not the URE anslyst prevails. Thls procedure
should not, however, operste to ignore the Ares inalyels entirely; as
HIS manuscript iz prepared it should without exception, be referred to
them accarding as thelr respective interests appeoar.

RS

vab {C) to reference (a), on "Information Requirements” whilch
wes addressed to COAPS under date of 25 May 1950, waz answvered in detall
by COAPS memors to Manegement, dated 7 July 1950.

Egrx b Ei

Tab (B} to reference {a) "Proposcd Flen for Realigrment of
Certain Agency Functions” dsted 10 July 155C, which wes forvarded to
the peveral ADs and Staff Chiefs, was auswered by COAPD memoranium W0
Management under date of 19 July 1950. In this latter memorandus, COAPE
agress te the proposed realigament of Agency Panclions with rcexrtain
reservaticns.
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Se¢ Eollection

While COAP: conecurs io Management's recommendationsg on
Collecticn, it is sugsested thot tze items 1dsted in Teb (E) be held
in contemplation in the course of the preparstion of general collecticn
gatdes, But we moy Just as well be reelistic iz owr normal desirve for
blgger god beiter codleciicn effurt clew scross ibe bomrvl, aud recog-
rize that puder too owlating directives {actuslly asgreements) which
control inter-sgency relaticnsiips, wc axe almost wholly dependent upon
the othar ngescier for overt collectlon sbrosd, and moreover, e&ch in
trut: assigns prioritica soverning he activities of its own fleld
orzanization.

Ynless and until 44 existing basic directives are so wcdilied
as to vest in the ICI, power to direct, there s ample jusiifiestion
for the establisiment of i overt fleld reporting service in foreign
arees, Howsver, cooriination of the exlstis: "eollectors” is preferable
to sdding acother collector in the fledd.

Referrin: to Tah (P}, COAPS persists In wn attitude widch
encovrazes laforme) inter-office lisison ot the working lewvel, s mot
culy desirable, bub ss sssesilel to e tunciloning ol Cla 46 wu entity,
insteed of @8 & sparsalc srray of exclusive intercsis. GSuel linlwon
should ve exerciscd vitndn the inowledge and capcurrente of Uie ~ig
conterid, Lwever,

The suggestion that FUD transistors be assglgned to (BE ond 923 §
to serve cp ooshaers for soalysts vho lack the lengwage skills, has con-
giderable merit, However, I'DD has been endesvoring to augment its stalf
over the pericd of the past two years,; but acqulsitions have besn pisdn -
fally slow, due principally to the slringent security clearance process
which presently ennbles scceptunce of unly 10F of the $etal applicatiiona.
fceordingly, POl ia in & poor position to &isaipate 1ts limited trans-
lation pool by semote sasigmment. It Is wuzgested that ORE oo {ts oun
{nitiative might propose an incresse in 7/0 to provide for the employ-
sent of a small nusber of linguists possessing the desired speclalized

Referving to Tab {(G), ammin inter-office llalson, at the
working level in order to Toster better understanding between analyst
and ecollector, is to be encowraged, a8 stated sbove. The actual formu-
lation and processisg of & reguirement which resuires field colleciion,
howerer, must conforz to approved procedure, and be haniled through OCD.

It 18 gratifyisg to note in Tab {H), the expression of srowing
confidence in the sbility of OCD to provide satisfactory service to the
ORT snd 031 analysts. The more fully (CD enjoys ihe cooperation of the
information wsers in the productlion organization, the better will U be
able to satisfy the needs of the latter. The retention of refersnce
£4les by soalysts is not objectionable, provided they repnin small and
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S

are limtiied Yo relfprence muterisl of swrrest interesi.

e suggestions proffered by the anslysts for improvement of
the service renderel by 0T, if followed through, should Fedound o
the diptinet sdvantays of ihe former, The virtee of gi‘m type of SDurvey
lies 4n wroviding ovportunity for a mrmlmiw airine of views, largely,
the yoouwled z»m;,g@mimm are Jesirshle; noge are not stiainable falling
a prohivitive Incressc in foree, still others will wndergc gradual im-
ot over & emiﬁma}m period of time. But the maximes in benefit
is dertved from bringzine the problems and gripes cut inlo the open,
wher: 811 can opnin ag objective view of then.

Gs  Inforsetion Comtrol and Beference Activily

It 38 agpreed thar the Informution Control activity of (RS is

excessively heavy, asd lnvolves an wwarranted sspenditure of Wsme and

manpower in relation to the total (RE effort. COAFS accoprdingly comcurs

m the recommendation thut the plan presented in Hansgement Hemorsadum
o ADJORZ, duted 29 Rovember 1949, de lmplemonted at this tine,

Te Administratie Consilerations

The most aign’ficsnt recommendstion submitted by Hunsgs X
unier this heading is Loat for satisfactory working space for *”mse
emplorees woge regular Job assigmment reguires that they engege in
snalyticsl and creative thlaking. The existling situation wiich finds
aaclysis grouped togsther in spaces which admit of no degree of indi-
vidual privacy for thowght or for parpose of u%ﬁ&ivﬁﬁ’ﬂma, is wnusteful
to the point of vecomdng intcleruble. Two persius engeged ln such
mental effort, can occupy the same pariitloned spuce ressomadbly, but
additions o tils number only resuits iz a rapisd decline in satisfactory
outputs

oe  Eeview of t::;s corbined Mapagement Survey Report has been
unduly time comsuming, due Lo tbhe plecemecal fssusnce sad or gandzntion
of the report materisal, Had the repori been = slugle mmwri% Pastend
of a colleciion of several elepents, intuislly lsswed sepurgtely, it
could have been dizested more expeditlously and with greater lscility.

PRESCOTY CHILDS, Chier
Coordination, Cperalions
and Folicy dtalf

Hanagemeat OfTicer
ADjoRe
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